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This report presents a costing model for teacher 
education programs. It explain^' that this is necessary since most 
teacher education innovations in the United States extensively use 
technological support, and involve high cost personnel, ^.materials, 
and systems/ She report also notes that the present state in- planning 
and cost .projections requires not only establishing present an^ 
projected realxties as to type of school, instructional program, 
personn.el, organization, and management system; b.ut that it also 
requires prganizing- the pieces of the training' su'ppdrt system in > 
order to support, this proposed reality. The report then presents^ a 
model for personnel development which\ specifies activities that 
surround and support the training events so that cost factors can be 
analyzed,. The report also describes some -of the situational factors 
which surround the event, and which In gfy or may npt affect cost. Ail 
of the factors involved ii^ th-^- training event haVe an actual social 
and financial ox personnel cost, and each has its own outcomes as 
*ell. According to the report, the model\maJces it possible to sort ^ 
out* these outcomes as well as to identify and project cost for. the 
training event outcome itself. The report also states that the model 
Enables e\raluation of training programs, identifies gaps to be 
filled, and points out where redundant effort'^has been placed. 
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, Teacher education and training whether pre-service or in-serviqe is a, 
vehicle for transmitting or installing an innoVatipn or a tradition. Treacher 
educatioir then is a process of , a system^ not primarily the effect of a 'system. 



Trends in gducation dictate that/teacher education as^ a proems. must 
alter ways of doing things, the place of doing things, the people used to do 

things, and the people things are done to. Each of these factors can carry 

* • ' . ' ^ , ■ " ■ ■ ■ • . • • 

some cost for planning, . testing implementation, "and evaluation. Developments 
^ education and teacher educ^tioa are concurrent and related but not systemat- 
ically linked. No interrelated master plan has yet been developed. No coherent 
costing pattern exists. 

An' important lesson of the American experience is that throwing money, 
people and solutions at problems maly ffeel good, but effective social reform 
or Improvement comes x>^hen. all th/ cost, societal and personal factors to.be 
considered can, be identified.' ToVdentify the universe of factors to be 
considered, a '<*&r it ical point of reference needs to .be" established. Much of the 

vritin^ in teacher education in ^he U. S. has assumed this point of reference. 

\ : • " " ^ " . 

to be the school, ''Certification, the training program qua program, or the 

instructional materials and methods used. None of these focuses are incisive; 

fhey do not-provi(ip a point- of reference for all other factors. VNone of these 

focuses arjB operative; they are not the poj,nt wh^r6 education trendy and ne«ds 

meet teacher education as a process (or system) . Needs for teachers in a social 

_ & . $ , 

system sense are frojn three kinds of things: • • 

(1) (different instructional materials ^ \ : , 

(2) different organizational contexts ^ - . * J 



(3) differrent technologies • ) ' ^ 

Persotls who would be teachers connect .with any> ins true tiQnal method, organiza- 
tioAal ^ntext or ^technology- at a training event. The^e events occur throughout 
the life of teachers, though more sequentially and in ar structured fashion 
during teacher education at a colilge. Another major portion of these ei^^nts 
* occurs after per sdns. have begun teaching, including what is called in-service 
education. . 



Planning for tq^cher education and subsequently costing teaMier education 



requires establishing a point 'bf reference. Th^ training event, at whictt^an 

innovation or reinforcement "takes hold", and at which planned changes connect 

with 'the* person who implements change anj controls its level and quality, 
. * . . « ^ » ^ ^ ^ 

constitutes this point. < ' 

Most teacher education innovations in the U. S. extensively use tecTinorogical 
support,-? and involT^e high cost personnej., materials and systems. Thes6 costs ^ 

are heightened because existing programs or components are seldom integrated or 

ft 

curtailed when new technology, personnel ^ materials, .systems and organization 
of schools^, training institutions, and ^eomraunity are Installed. - 
Costing Model v ' 

. . ' . . ' . . ; 

The present state in planning and coat projections in the U. requires 
not only establishing the present reality and the projected reality/ as^ to kind 
of school, kind of instructional program, kind of 'personnel, kind of organization, 
kind of management system, it also requires organizing, the pieces of the 
training' support system to support these pieces of proposed reality. 

Keisling (1970) and Joyce ,(1972) have explored the dimensions of this 
problem with regard to innovations they are interested in. -'Behind the descriptions 
of the pieces needed to support the installation of th6 i/novation are the parts 
of a planning and costing modiel which is not articulated. It is possible fromv* 



their work to posit thte foXlowifig model for .personnel development; for developing 



3. 




a person and iniiovation responsive training event. The model specifies 
activities *which Surround and suj)port the training event so that cost factors 
can be analyzed* The model also specifies s^ine oi the. situational factors 
which surround *the event, and may or mayAgt affect the cost. The model 
recognises that some activities prec^p the training events but begins \from 
the assertion of a training event ^tuation cost* and attaining dverit cost. 




v--<A /TABLEvA 

Outl/ne of Cost Factors 

Situational Factorjs | 

^Projlecte'd Reality 
\ 



X- 



6-- 



Training 
Event 



.' travel cost 
+ .^re^laGemfent cost 
. facilities cost 



&n/oing factors 

policy and governance 
-^ftiformation storage & maintenance 



• ^ - model development - model m&nitoring r model evaluation^ 

-personnel identification maintenance - support- 
J \ - .program development ^ maintenance - revision 



T 



OUTCOMES 
. Trainees 

Training Model 
s Materials 
. System Change 
• Trainer Expertise 



PERSONNEL DEVELOPiylENT gLANNING AND COSTING HODEL- ^ ^ 



A. . Situatidnal factors to be tionsldere.d and costed (if possible) 

. ■ • •' ' ' ' . •• ' • - 

1." interaction effect -of innovation/trainee/environment 

' 2*: ,pldce.o£ event , 

■ . ' ■ . . .. 

^ 3« length of eve^it ' ■ " ^ ^ . V 

• * 

^ 4. number of peffsons * 
« 

5. density bf program for trainee to reach 
* . H. , understanding. • ' * . 

■ ' L ' ' ■■ ■ • - 

^ acceptance • ^ 
. . performance • 

6. * relation tp -other tl^aining events, 

' . learning /inteiiiidependenfce * . 
t * . ' • 

* -o * • 

. * . tl^ne sequence" 

: , ^ ^ ^ 1 ....... . 

7. intSJisity of need (iiranefliacy of rrpsponse) 

• for trainee 

; * ' ^ , • . 

/ fot environment . ^ 



B. Training Event Cost. 

Actual cost 
r 1. tr^ner cost^' 

2. trainee cost 



3\ materials and supplies cost a 
4. equipment ^ ' • 



5. facilities 

^ ■ - 

6, ' planning and designing Cost 



C. Cost Precee4in^ Event ^ 
1. Identification cost 

. (a)* people (trainer slvA trainee) ^ 
\ - listing 



characteristics of enviroiciment 

ft. . • ., 



recruitment 

- selection 

(b) .things (programs, organizatfions, , materials) 

. - catalog of 

' \ - catalog of n^eds : 

• " ■ ' . ^ •■ ■ ' . ■ • ■ ■ 

- catalog -of availability innovations 

2.q Model Develjppment Cost y < * * 

' ; -V ^ . 

(a) identification and selection of components of models ^ 

» • -■ . * ■ * 

^(b)' build, borrow, pr acquire usable "mddel" 

3\ groferam Development Cost ' ^ r 

(aX materials development * 

(b) ^ people' development - *\ 

'. ■ ., • ■ ■ ■ : / . ' / • ■ 

' - (1) trainer training ' ' t 

(2) trcainee backgrouifd development" ^ f . 

^ •* . .. . .. " ' ' 

(3) people neede4 to "back up" personnel* , while 

.they ate in training.... 

. .. .. _ - \ / ■ . • , 

(c) "facilities ° , • * ' 7 • • 

(d) equipment . 

Note: Many training programs presently include much of these development- 

j:osts in the training -event budget since development is ongoing with 

installation because of "^he intensity of need.' It is suggested that -such' 

cost be . separately reported even in that case, since different purposes 

are being served, r ^ 

^ \ ' ■ " . / 

Cost Which Occur Before, During and After Training Event* 

•1. Policy ^nd Governance Cost j 

(a)' Board. - academic, educational, legale 

- development , ^ 

- maintenance 



-Note:, This is where "control and agreement" issues are addressed, 

• Many community bo^ard, training programs should be costed^here or 

-• * ■ ^ " * ■ ' 

treated as a different traitiing event for special population of the 
-interactive system . . ^ 

- (b) Management 

- development of system and persons 

- maintenance of syslfem^and jjersons . o 

\ - - , special support * * ' ^ 

(c)* Evaluation ' , , . ' • ^ 

- developm.^nt of system and 'persons 

' ' - maintenance of system' and^ person;s . vj 

NotB: This is wh%re the actual .certif icatior/ atid accreditation 
events are cos ted. 

2. Information Storage and, Maintenance Cost 

. identification 

• impl^ent^tion 
. feedback „ 

3. Noise and Conflict Cost . , 

. politics » • . ' , . ; 

. inability of people resources - ^ 

' / ^ mobility /overcommitment/underutilization of material/equipment/ 
facilities 

• career charge for trainees " ' 
Additional -Cost During Event ^ ^ ^ ' ^ 

1. Special Support Cost - 

(a) for trainees (sometimes occurs dfter ev.ent also) 




- tutorials ' . ''Ik 

- counseling - 

♦ -^^^amily allowances > 

- travel ^ ■ ' ^ \ ■ ^ ^ ^ 
. - room and board 



(b) for trainers (in content or process) 



- experts 
consultants 

(c) for eV^aluators 



"Movement Costs 



'4 



»■ 

) 



(a) to practice ^ite ^ 
. (b) tO' observation ^site 

(c) of. persons to training site 
Rjsplacement Costs ^ 

(a) ° trainee (primarily substitutes) 

(b) trainer (faculty "gap^f i|ling" in normal program) » 
Note: This may be tHe place to include the cost of "carrying" 

' an obsolete faculty member with tenure • - • 

(c) equipment anql materials . 

Note: .Particularly difi^licate need cost. 
Development of Development Expertise Cost " 

(a) analysis and ddcmnentation ^ • • 

\ ** • 

(b) model artidulalion * 

(c) report pteparation • , 

Note: This is diffecrent from using the trairiing extent as the model 
building or basic eicpertise development activity categorized earlier^ 
This cost is the actual cost of oversight and review of the training * 
event as a f,urther test of Kow an innovation or refiifemeAt is ' ^ 

transmitted; It is not the same as" management ^ oversight and reView. 
It. assures tjiat development for the. next similar event is linked to ^ 

» . ' » ■ o 

*' ,the present event so that the projected training solution for assisting 

• in installing an innovation becomes a pr^oblem finding exercise about 
w . ' ' . 

(a) how^r^ons^ (teachers^ learn, Hyf how trainers teach, and (c) h4w 

^ majterial^ work, / 



, ' The' proposed model fojr planrting and posting does identify the training 

event as the focus po,int^of a Complex interaction of 'factors each of ^whic|f^has\ 

* * • . * • • 

an actual social and financial or persl^nnel cost.. It should be noted that 



each factor. has xts own outcomes dlso. For example" the policy and governance 
factor haq- outcomes fbr institutional well being and develdpTii.ent which while* 
related to and connected to the training eveilt "^re not the outcomes of. the . 

. . / ■ ' r ^: ' -v • ' . , ^ • 

training ^event. ' „ . ^ /- . 

The' outcomes' of the training event itself are: ^ » 

: .'■ - :. ■ • 1 ■ > ■ ; ... • ' ' 

f or: the -Trainee - / * ^ . ' 

' ' <^ » ^some level of understanding i ^ccepjtance, and perfo^^^nce of. the 
intended. ^Innovation/ ' * * ^ - 



'for the' Trainer ^ 



a test of the training proceSiire, maberialg,'etc. \, 
for the system - . ' S , ' \' ' ' * « 

. some nuiaber of- trainees (at difc-ferent/levels^of competence 
4!n the innovation) ') \ / 

. . \ . < / : ' ' 

\. some advancp (regression) : . ^ - * - 

^ (1) the traiper expertise * o ^ 

(2) other program and model development 
. . ^(3) information 



Y " (4) managipmentS^-^pertise • ^ - . 

(5) Qther/poLicy and governance expertise.. 
While ,the model makes it possibly to sorfi out these outcomes, it also 
makes it possible to ;Ldentify and project cost for the^ training :^vent outcome 
in and of itself. Pcesent literature does not/ s6em ioX^rovade descriptive 
information that costs program in this 'fashion. * 



Coneluslon ' ' . 



' The potential* value* of' the model is in its effect, on systematic personnel 
development. One can identify ^he present status and alterhative status of 
training programs^ one can identify gaps to be fUledl oni -can identify factors 
wW-ibuhdant'and probably redundant ef foVf hafe been placed.. It does ^^rovide, a ^ 
framework by 4ich training can be targeted and distinguished from institution 
building, innovation, development . and even exploration. '.„The Wei does plkpe the 
learning teacher and. the evefit providing that learning at the fo^s of program ' ,^ 
cleveloilent and financing. .It does- require a' more deftailcd and, systematic 
analysis of the innovation he installed in a -^give^ p'lax:e-; more l^i^tantly. - 
it requires a more detailed and systematic analysis of what trainee (teacher need 
are in^that situation and .what trainer and program development .capabilities air? . 
' t6 serve that trainir% event. ' ■ ^ ' ./ 

is a model it can be used, to reinforce the' personnel development programs 
o-f each. institution in the system by providing a framework fpr: , I / 

•• . . (f) gathering information^ about present and projected, state of the . ^ 



^ * classroom • 



• (2) identifiGation pf^^alps and needs of personnel and trainers ' ^ 
(3) systematic, retrieval of information _^ ^ ; / 

(A) analyzing and re-analyzing data _ 



(5) 'trainina and orientation of all oTthe clients of the training system: 

managers, trainees, researchers, as well as teachers and policy, 
• personnel form the^mraur\ity^ ' , ^ 

(6) developing revised programs for ^signment, transfer, prontotion, 

.training, preparation and retirement of personnel " ' ' _ ^ . , 

(7) for checking and r-evising steps of - the procedures for "f4nctional^ty". 



•1 



'v 



In this way it is possible to^devftlop an interzjelated planning and costing 
del which can answer the questions 
» (1) What: is the environment? 

. ^what is and what should te ^ ' ' ^' * ' 

^ ' ' ^ ■ ' „ ' • ' ^ ' ' \ 

• who is and where are they. ^ , * - 

• what rfesources' are -availabWanfl /can be assigned to this task 
' . how are the pieces interrelated as an on-^going training 'and 

< • institution building task'' ^ ' ' V 

* ■ ' • * 

.(2) VThat' is the change? ^ . • ^ .1 

• what arte' the innovations ^ . ' ' * ^ 

; ' ' " ^ ' ■ ■ ^ ■ . ■ , ^ ' 

. what is^the acceptable innovation in a setting „ ' 
>v • who decide^ the 'innovation . <; , • 

. who clarif.ies and articulates the innovation ' ^ ■ 

\ ' ^ ^""^ ' '* ■ ^ ] - ' 

.^ho practices th^ ' innoVatlon^ ' ^ 

' . • ' ' ' . " \ ■ ' ^ . . ■ ' > ■ 

(3) What is the time ftame^? ' ' " , . . . \ - 

» • • • when does the ipnoA^atlon have' tg be in place » » 

• how long does training take tOt reach\an acceptable level of 

- understanding 

-"acceptance ^ . ^ ' , ^ " 

^ - performance ^ ^ . * ^/<. -^/^ 

^ ■ ' >- ^ . . 

of the innovatj^ion b]j;^the teacher *and by the setting 

\ ■. ' ' 

■ w ■ ■ ^ 

V, • how long does model and program develc>pment require^ 

'° \ ' . how long does it ^ake. to develop "a> support system including 



Information ^tbrage and- Feedback^ Overnight land Revie^, Evaluation 
(4) What A3 the personnel need ' ♦ ^ ' % / ^ ^ ' ' - 

in relation ^ inAovation selected ^ ^ 
• .what Is need in rblalfion to number 5f pupil3 • ^ 



what/ is main need 



• what lis 'need In r|flation to available ^expertise f or training 
and developmCint 



. what is need in relation to cost and level of technology 
It is only after enough persons 'have gone through the complete cycle of. 
innovation development, installatioij and evaluation thatr one can focus the 

6 * 

actual need and cost for teacher education. There^ may be no need to invest huge 

« ■ ■ ' • ■ ' '■ ' 

sums in training events wher^ the learning need at a stage of development or 
>gLnstallation is the- performance of. existing behaviors in a slightly modified . " 
faslilon.' Short, intense, sequences may be all that;' is neede^^^^d a massiVe - 
super^structure pf academic 'degree program may be irrelevant. ANctual investment 
in new ti^a^itiing may be minimal if the change to 'be learned iri a training event 
can be specifi^^d. 

This model costing a ^taff development program assumes . that training 

program is costinig \oint and that invisible cost should be identifvied. 

' \ ^ ' 

V^isible costs are trailing program costs 



1. 


TRAINER (Salary, 


. Travel, Expenses) 


- 2. 


TRAINEES (Roomy 


Board, ,0th6r) ^ 


. 3. 


Materials 




4. 


Equipment 




5. 


' Facilities 




6. 


Management ' 

o 




Invisible Costs are 


, f 




■S 

Dev elo pmen t cost 


& 

to get 



i 



(1) Trainee to the point where training program can be effective . 

. ■ * 

(2) Trainer to the point where trainer can ef f ectiv^e^ 

(3) Materials equipment and facilities to the- point where they are 

trainee and trainer usable. 
B. Replacement costs 

(1) to provide for trainer replacemient in "regular" program or as 

'••-*.' " 

- "back-up" . 

(2) to provide for person to do trainees job while he is in training 



.3 



Further work on actual cost for training needs to be urgently pursued. 
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